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INTRODUCTION 


The  Army  has  n  long  tradition  of  emphasis  on  proper  values  for  its  personnel. 

The  values  Duty,  Honor,  and  Country,  for  example,  have  been  the  slogan  of  the 
U.S.  Military  Academy  since  the  last  century.  Proper  values  for  the  Array  are 
still  a  large  concern  of  Che  Army's  senior  leadership.  This  may  partly  reflect 
current  emphasis  in  behavioral  and  management  science  on  the  association  between 
individual  values  and  individual  behavior  (Rokeach,  1973,  1979;  England  and  Lee, 
1974) .  Rokeach  (  1979)  has  argued  that  the  values  of  senior  leaders  in  an 
organization  can  be  legitimately  considered  to  be  the  "organization  values."  The 
values  of  these  senior  leaders  or  "gatekeepers",  undoubtedly  were  a  factor  m 
causing  the  behavior  that  led  to  the  rise  of  these  personnel  in  the 
organization.  These  senior  leaders  are  also  likely  to  reward  and  promote 
personnel  with  a  similar  set  of  values. 

The  research  reported  here  was  concerned  with.  Che  values  of  highly  successful 
senior  Infc.nLry  officeis,  namely,  Inl'ancry  branch  scudents  at  the  Army  War 
College  (AWC).  The  selectness  of  this  AWC  student  group  is  indicated  by  the 
fact  that  only  about  one  of  every  100  officers  initially  commissioned  in  the 
Intancry  achieve  tins  important  career  milestone.  The  research  compared  the 
values  of  this  AWC  group  with  the  values  of  all  males  in  Rokeach's  National 
Sample  (Rokeach,  1973).  It  also  compared  AWC  values  with  the  values  of  a 
highly-educatea  subset  of  the  total  National  Sample  (men  and  women).  In 
audition,  the  lesearch  provided  a  cross-section  comparison  of  these  senior 
Infantry  leader  values  with  the  values  of  newly-commissioned  Infantry  officers 
and  Infantry  officers  approximately  five  years  into  their  careers. 

METHOD 

The  senior  Infantry  leaders  were  33  Lieutenant  Colonels  and  four  Colonels  from 
the  AWC  Class  of  1980.  Their  average  age  was  4i.3  years  and  average  time  in 
service  was  19.0  years.  These  37  students  were  all  tnat  were  available  for 
testing  from  the  total  of  41  Infantry  students  in  that  class.  The  experienced 
junior  Infantry  officers  were  all  of  the  students  in  two  Infantry  Officer 
Advanced  Course  (IOAC)  classes  at  Fort  Benuing  early  in  19M0.  These  24U 
students  were  made  up  of  two  Second  Lieutenants,  142  First  Lieutenants  and  9o 
Captains.  Their  average  age  was  27.7  years  and  average  time  in  service  was  3.J 
years.  The  192  newly-commissioned  Infantry  Second  Lieutenants  were  from  a 
single  Infantry  Officer  Basic  Course  (lUBC)  wmch  began  at  Tort  Henning  in  June 
1930.  Their  average  age  was  22.1  years.  Rokeach's  National  Sample  of  males  w.iS 
male  up  of  6b3  men  over  21  years  oi  age  trora  all  strata  oi  U.o.  society  (Rokeach 
1973).  The  National  Sample  had  i 3 1  people  (including  females;  with  college  and 
graJuate  degrees  who  were  aLso  compared  to  the  wel l-eauc ated  AWC  students. 


Values  cere  measured  with  the  Rokeach  Value  Scale  (Kokoac.n  19/3).  In  tms 
ins  t rumen  t ,  two  lists  of  18  values  art'  ranked  on  their  importance  to  the 
individual  "in  his  own  life".  The  terminal  values  and  the  instrumental  values 
are  presented  in  Tables  1  and  3.  respectively.  An  additional  terminal  value 
iMiysicil  Fitness  and  ar.  audit  ion..!  i  ns  i  r  ament  a  1  value  Active  were  added  since 
these  values  appeared  to  have  high  re  lev; nee  for  military  personnel.  Kokeach’s 
instrument  has  cons  is  t  ei.t  l  y  been  successmi  in  discriminating  between  gicups 
differing  in  -  liar  act  eristics  such  as  sex,  soc  ioeconomic  status,  education,  life 
style,  and  occupation  (Rokeach  1973). 

Feather  (lb 73)  has  shown  tl.e  nearly  equivalent  results  that  are  obtameu  from 
rating  and  '.rom  ranking  nt  tne  values.  In  me  present  researen  all  three 
Inf  antr  y  groups  rat**d  the  .'aim's  on  the  !ol  lowing,  scale: 

1 .  No'  ai  all  important  in  nv  life. 

2.  .Slightly  important  m  aiy  life. 

3.  Somewhat  important  in  nv  life. 

4.  Moderately  important  it',  mv  life. 

3.  Highly  important  in  my  life. 

6.  Extremely  important  in  my  life. 

7.  One  of  the  most  important  values  in  my  life. 

The  10 BO  and  10AC  groups  completed  a  penc i 1 -and-pape r  version.  The  AWC  group 
rated  the  values  at  a  computer  terminal.  Following  ratings  of  all  values  on  a 
list,  the  AWC  student  also  completed  a  paired-comparisons  procedure  winch  broke 
ties  for  values  given  the  same  numerical  ratings.  This  provided  a  complete 
ranking  of  the  values  for  each  AWC  student  and  allowed  comparisons  with  value 
rankings  of  Rokeach1 s  National  Sample  (Rokeach,  1973). 

RESULTS 

AWC-NATION’Ab  SAM ’LE  COMPARISONS 

All  Infantry  groups  showed  major  differences  from  the  males  in  Rokeach.  1  s 
National  Sample.  Statistical  comparison  was  possible  between  rh.e  Army  War 
College  group  and  the  National  Sample  subgroups  since  median  ranks  were 
available  f  ;r  each  group.  Table  1  presents  and  compares  median  ranks  tor  these 
three  groups  for  the  terminal  value  list.  Table  2  presents  the  median  ranits  for 
the  instrumental  values.  The  median  of  the  Nitional  Sample  mule  subgroup  was 
treated  as  t:..-  "population  median"  and  t  h  '  AWC  "sample"  meJian  was  compared  cc 
it  (Hollander  and  Colte,  1973,  p.  04 ).  Only  four  terminal  values  ami  only 
three  instrumental  values  did  not  d.fler  sign i f it  ant  1 y  (p'  .uo)  between  the  AWC 
student-,  and  tl.e  National  Sample  mains. 


Terminal  Value  Median  Rankings  and  Composite  Rank  Orders  for  Army  War  College  (AWCj  Infantry  Students, 
National  Sample  Males  and  College-Educated  National  Sample  Males  and  females 
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Al  '  In’  Army  Wat  College  students  Kill  .t  least  in  unde  m  ru  b... .  dogs 

thi  ;  r**  a  ni:i  thi’ir  values  w-ro  also  oorr.p.i  red  with  the  values  . ;  l  the  ibl 

college-educated  people  in  Roke  ach  '  s  Nation. il  Sample.  nese  131  \  iu  i  tided  both 
mail's  in'  females  since  available  'm  •■ak  on.  of  the  National  Sample  did  not 
allow  the  more  appropriate  cer.par  i  ..on  oL  A.v'C  students  with  col  lev ’-educated 
males.  For  24  • .  t  the  36  value--,  tne  same  <1  i  t  i  e  renee  s  and  absence  of  differences 
that  had  appeared  between  AWC  ..indents  and  the  ail-male  sample  were  round 
bet  ween  AWC  students  and  Lae  r.ow  col  lege-educ  ate.i  tr.ale-f  .-male  sample.  However, 

for  the  values  A  Comfortable  Li f  ■  ‘ .  A  Sense  of  Accomplishment,  Happiness,  Mature 

Love,  Pleasure,  ambitious,  Independent  and  Polite;  former  large  differences  in 
value  rankings  disappeared  or  ut-re  greatly  reduced.  Social  Recognition  and 
Obedient,  which  previously  had  not  shown  uifferenct’s  between  <\WC  students  and 
civil  tan  males,  now  were  ranked  significantly  lower  in  input t ante  bv  the 
co  1 1  c  p’-emica  t  ed  National  Sample.  Wisdv'.i  had  not  diftereo  between  AWC  students 
and  all  males  hut  was  rated  higher  in  importance  by  col legr-educat ed  males  and 
f  ema 1 es . 

Thes"  difierences  between  the  co eparat ive  rankings  tot  the  two  National  Sample 
subgroups  may  ha-/?  reflected  either  tile  enuc.it  ion  d  i  t  f  er  euces  ,  tie  sex 
d  i  f  turoiu'iis  or  both.  However,  evidence  exists  time  tiie  education  differences 
outweighed  sex  differences.  Rokeach  had  found  no  overall  :nal e- femal e  difterence 
m  rankings  ot  the  value  Obedient.  Yet  this  value  which  previously  had  shown  no 
AWC-Nat ional  Sample  male  differences,  differed  sip.ni  f  leant  Iv  wiien  the  comparison 
group  changed  in  education  and  sex  composition.  In  audit  Mm,  the  overall 
male*  f  err.  a  1  a  dillcrence  Rokeach  found  in  rankings  ol  A  Sense  ot  Accompl  ishment 
would  have  operated  to  magnify  the  AWC-male  National  Sample  difterence,  when  AWe 
students  were  o  -pared  to  the  college-educated  croup,  not  eliminate  it,  as 
actually  occurred. 

Average  ratings,  standard  deviations  and  the  composite  rank  orders  for  terminal 
values  foi  toe  three  Infantry  groups  are  presented  in  Table  3.  Table  *  present  a 
thes-  data  for  che  instrumental  values.  It  can  be  seen  that  the  composite  ranx 
orders  (rank  orders  based  on  the  average  ratings  for  the  entire  group)  are  very 
similar  among  the  turtle  groups.  Correlations  among  these  cor.tpoo  1 1 1_  rank  orders 
were  calculated  and  are  presented  m  Table  3.  Table  3  also  includes  r : .  » 
correlations  among  the  composite  rank  orders  for  the  two  N.it  iosul  Sample 
subgroups  an.!  composite  rank  orders  lor  each  of  t.ie  Infantry  groups. 

Correlations  involving  terminal  values  are  presented  above  tile  diagonal  -and 
correlations  involving  in^  trur-ient  a  ’  values  are  presented  i>olow  the  diagonal. 

The  vtry  high  correlations  nraon;.  l.i’.antrv  groups  contrast  sharpie  with  the  low 
to  moderate  cot  re  Lit  ions  between  the  Nit  •  on  a  1  Sample  sobgt  nips  and  each  ot  tue 
l  n  fane  rv  croups  . 

Comparisons  Among  lufantrv  Croupi 


Although  .*  imi  1  ai  i  t  v  among  the  three  Infantry  groups  was  the  primary  result, 
significant  differences  tpA.U3)  existed  among  these  three  groups  on  their 
ratings  ol  botsi  lists  of  values.  Considering  first  the  terminal  values,  the 
Army  war  College  group  rated  the  values  Physical  Fitness,  Self-Respect  and 


Significant  differences  in  value  ratings  between  groups  are  described  in  text 


Table  5 


Correlations  /"’.tens  Composite  Rank  Orders  for  the  Two  National 
f. ample  Swhgroups  and  the  Three  Infantry  Ctoups 
(Terminal  Values  Abov  .  Diagonal — Instrumental  Values  Below) 

Nat ional 

Sample 

(College- 

National  educated 

Sample  Males  N 


(Males) 

Females) 

AW  C 

1  OAC 

10BC 

Nat ional 

— 

.79 

.36 

..  44 

.46 

Sample 

(Males) 

Nat i onal 

Sample 
(College- 
l'.J  UC.it  eu 

.81 

.40 

CO 

.60 

Males  & 

Fenui  1  es) 

AWC 

A  7 

.71 

s\.75 

.79 

IOAC 

.AV 

.79 

.90\^ 

~  ^ 

IOBC 

.50 

.lb 

.82 

V 

— 

*  Triangles  represent  the  correlations  between  the  composite  rank  orders 
for  the  Infantry  groups  only. 

Rectangles  ’"epresent  the  correlations  between  tin-  composite  rank,  orders 
for  the  Infantry  groups  and  the  national  sample  subgroups. 
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Social  Recognition  significantly  higher  in  importance  than  either  Lu  AC  or  IobO 
Students.  The.  same  was  true  for  the  value  National  Security  except  that  the 
difference  betwc-on  AWC  and  IOBC  only  approached  significance  (p<.10).  The  Army 
War  College  students  rated  the  values  A  World  of  Beauty ,  lull,  i  li  iimmiy  .  Mature 
Love,  Pleasure  and  True  Friendship  sign i r ic ant ly  lower  in  importance  than  they 
were  rated  by  the  IOAC  and  IOBC  students.  The  AWC  students  rated  a  Cuiv.for table 
Life  significantly  lower  in  importance  than  the  LOAC  group  nut  the  difference 
between  AWC  and  ICBC  was  not  significant  tor  this  value. 

The  following,  differences  in  ratings  appeared  between  IOHC  and  lo.AC  tor  the 
terminal  values.  IUAC  students  rated  A  Comfortable  Life,  Pleasure  and  Social 
Recognition  significantly  higher  in  importance  than  they  were  rated  by  10110 
students.  On  the  other  hand,  IOBC  student:,  rated  True  Friendship  and  Wisdom 
significantly  higher  than  IOAC  students. 

For  instrumental  values,  the  Armv  War  College  students  rated  Capuolo, 
Courageous,  lk-nest,  Imap  inat  i  ve  .u'.d  Responsible  significantly  higher  in 
importance  Innn  either  IOIL.  or  U>.\C  students.  The  IOAC  and  LOliC  students  bcti. 
ril'd  Cheerful,  Clean,  Loving  and  iolite  higher  m  importance  than  they  were 
rated  bv  the  Aimy  War  College  group.  IOAC  and  IOBC  differed  in  tin  i r  ratings 
with  IOAC  rating  Honest,  Logical  aiu  Responsible  higher  in  importance  and  IjBC 
rating  Polite  higher  in  importance. 


OlSCObS L  N 

The  oi  -  le  ve  1  AWC  Infantry  officers  and  :.-cst  of  t!ic  junior  Infantry  officers 

shni  •(!  striking  differences  in  value  rankings  from  Kek.ncti's  National  Sample  o" 
t/.S.  Males  and  also  from  a  col  1  eg.:  -edu.,.it  >  J  subset  of  his  total  National  Sample 
The  much  higher  commitment  of  these  AWC  officers  to  che  values  An  Exciting  Life 
National  Security  and  Courageous  would  have  been  readily  predicted.  however, 
their  higher  rankings  than  the  male  sample  on  A  Sense  of  Accomplishment,  Self- 
Respect,  Capable,  Honest,  Imaginative,  Logical  and  Responsible,  plus  their  much 
lower  rankings  of  a  Comfortable  Life  and  Pleasure  illustrate  a  comm  it  meat  cc 
h igh-qual i ty  hard  work  and  to  self-sacrifice  which  might  nut  fit  as  readily  with 
stereotypes  of  an  officer  in  the  Combat  Arms. 

The  values  A  Sense  of  Accompl l shroent ,  A  Comfortable  Lite  and  Pleasure  did  not 
differ  between  AWC  students  and  the  college-educated  sample  indicating  that  some 
of  the  value  differences  between  the  AWC  students  and  the  total  mule  National 
Sample  were  probably  associated  with  the  higher  education  levels  of  the  AWC 
students.  Other  cliang  cor  the  AWC-col  lege-educated-sample  comparison  were 
that  the  values  Social  recognition  and  Obedient  now  were  ranked  significantly 
higher  in  importance  by  the  AWC  students.  Wisdom,  on  the  other  hand ,  was  ranked 
Higher  by  the  college-educated  National  Sample  subgroup.  None  of  these  three 
values  bad  differed  between  the  AWC  students  and  the  all  male  sample. 

Although  the  major  differences  of  nil  three  Infantry  groups  from  the  civilian 
cotnpar  is  on  groups  are  more  striking,  real  d  i  f  terenses  did  occur  among  the  three 
Infantry  groups.  The  AWC  students  rated  the  values  National  Security,  Physical 
Fitness,  Self  Respect,  Social  Recognition,  Capable,  Courageous  ,  Honest, 
Imaginative  and  Responsible  significantly  higher  in  importance  than  they  were 
rated  by  either  the  IOAC  or  IOBC  students.  AWC  students  rated  the  values 
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A  World  ot  Beauty,  Inner  Harmony,  Mature  .ove ,  Pleasure,  True  Kr iendsh ip , 
Cheerful,  Clean,  Loving  and  Polite  lower  in  importance  tnan  they  were  rated  by 
either  the  IOAC  or  IOBC  students.  It  is  interesting  that  these  AWC  student 
differences  from  the  other  Infantry  groups  are  quite  similar  to  tho  differences 
of  all  three  Infantry  groups  from  t_he  .national  Sample  subgroups. 

Many  factors  could  account  for  the  differences  hcLween  the  AWC  Infantry  Branch 
students  and  the  two  Infantry  junior  officer  groups.  One  possible  explanation 
is  that  those  officers  who  did  not  consider  National  Security,  Physical  Fitness, 
Self-Respect,  etc.,  as  highly  important  throughout  thoir  careers,  never  achieved 
the  important  career  milestone  of  attendance  at  the  Army  War  College.  Age  and 
experience  differences  among  the  three  groups  are  other  possible  explanations, 
hut  these  would  predict  monotonic  changes  in  value  ratings  going  from  IUBC, 
through  IOAC,  to  AWC.  Such  changes  occurred  for  21  ol  38  values  Lut  this  does 
not  diffir  significantly  from  the  19  monotonic  relationships  that  would  be 
expected  by  chance. 

Additional  research  is  underway  which  will  b-ar  on  this  question  of  whether 
individual  differences  in  valu-'  ratings  are  a  factor  in  success  of  Infantry 
loaders .  Value  ratings  of  IOBC  students  are  being  correlated  with  a  number  of 
success  ini  Lees  from  the  IOBC  (e.g.,  Expert  Infantry  Badge  attainment).  Value 
ratings  will  jLso  be  correlated  with  leadership  performance  ratings  made  after 
tueir  first  year  as  Platoon  Leaders.  In  addition,  those  IOBC  students  who 
demonstrate  laree  discrepancies  from  the  AWC  students  (and  from  most  of  their 
10DC  colleagues)  on  the  key  values  of  National  Security,  a  Sense  of 
Accomplishment,  and  Physical  Fitness  are  eing  randomly  assigned  to  a  feedback 
or  a  no-feedback  group  to  test  whether  value  ratings  wiil  change  as  a  result  of 
this  feedback.  Of  more  importance,  will  be  the  test  of  whether  performance 
during  IOBC  and  after  are  also  modified  by  the  feedback.  Rokeach  C1973)  has 
consistently  demonstrated  changes  in  values  and  behavior  as  a  result  of  feedback 
to  a  person  about  value  discrepancies  between  the  person  and  his  reference 
group.  If  we  successfully  improve  leadership  performance  of  new  Infantry 
officers  by  the  simple  administration  of  a  penc i 1 -and-paper  value  scale  and  by 
comparing  an  individual’s  results  to  those  of  successful  Infantry  leaders,  we 
may  have  demonstrated  the  most  cost-effective  leadership  training  ever. 
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